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PREFACE 



The United States Marine Cor^s has Ions been noted for the 
excellence of its trainins of officers and non. The adoption and 
in»lementation of a neif fiscal nanagoraent systen has placed na\t 
responsibilities and burdens upon l^jnne Co3?pG training. It has 
been the intention of the author to acquaint lunself -K-ith the laothods 
and neans eiiployed by tlic Corps to equip its officers vrith a knorr- 
ledge of fiscal mtters. It is hoeed that other officers being 
introduced to fiscal nanageneat at George TTashington University v.’ill 
find the consideration of the overall Marine Coips Fiscal Education 
'^rogram as Interesting and revrarding as the author fotind it. 

The author is indebted to enny officers at Headquarters, Marine 
Corps, and at the Marine Coiqjs Schools, Ouantico, Virginia, for their 
generous assistance in coiToiling infomation. 



J ,G,M, 
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Chapter I 



BACI2}P.0U!ID Aim EVOLUTION OF T!!S VZ.Sim 'JJiRTT CXiPS FirCAL CTFTELI 

It has been only during the last fevr years that the teras Fiscal 
Officer, appropriations, piegram hudgot, and ether related tonss have 
becoiae parb of everyday conversation anong carincs at all levels. 

Prior to the 19li9 Aiacndrjcnts to the national Fccnrity Act there ras 
very little reason for the average riarlne officer to be concerned -vrith 
such matters. In the past inost things pertaining to finance end 
budgeting vrere the sole responsibility of a ferr people at Headquarters 
lilarine Corps, As a group, ferr officers realised the extent of the 
fiscal activity that took place prior to the 19 U9 Arendrtents, A detailed 
stxidy of the history of fiscal activities of the llarino Corps vnould 
extend back to ”Tun Tavern” days. This is not the purpose of this 
paper, Hovraver, it nay bo of interest to the reader, as it tras to the 
author, to go back a fc\7 years and consider briefly sono fiscal aspects 
of Marino Corps history. 

On 2 Deceiibcr 19Ui, James S. Forrestal, then Secretary of the Kavy, 

sent a letter to all the Bus^aus, Boards, end Offices of the Navy Depart- 

1 / 

rent, and to the Conraandants of the Marino Corps and tho Coast Guard, 

By this letter there mis established the Office of the Fiscal Director 
for tho Departnent of the Navy. The Fiscal Dir*cctor miE made directly 
resoonsible to tho Socrctaiy and ras given the authority to issue orders 
bearing the full poncr of the Secretary, Mr, Forrestal in this letter 

1 SECIIAV letter of ? Dcceribcr 19Ui to all Bureaus, Boards and Offices 
of the Navy Deparbrxnt, C.M.C. and CoEmandant U.F.C.G, 



cade clear the duties of the Fiscal Director. These dxitics vere to 
include; (a) to fonaulate, establish, supervise, and coordinate all 
policies and procedures affecting the finance, budgeting, accounting, 
and auditing activities of the IJavy DepartEont, (b) To prescribe the 
type and control of all accounting and finance records to be maintained 
by tljc Bureaus, Boards and Offices of the Wavy Deperbnent, the United 
States llarine Corps, and the United States Coast G^xa^d. (c) Prepare 
or cause to be prepared reports vihich tilll provide for the Wavy Depart- 
ment information relative to Wavy appropriaticsis and comndttirsnts, 
obligations and expenditures thereof. The Socretaiy also declared that 
there would bo a single Fiscal Division in each Bureau to provide such 
Information cad perform such functions. It was ordered that the head 
of each fiscal division be knorai as the Fiscal Director of that Bureau, 

In coGEplianco with this directive the Commandant, Ibrine Corps, 
on December 11, I9I1U, appointed Brigadier General W,P,T, Hill as the 
first Fiscal Director of the Ikrine Corps, The Fiscal Division as 
originally organized v.'as composed of General Hill, a rarlne Colonel, 
a Captain, two enlisted marines and two civilians. In this same letter 
of appointment, the Fiscal Division was assigned to the Office of the 
Comnandant, At this time the Quartermaster General and the Fiscal 
Director wore the same man. The personnel of the fiscal section were 
from quartermaster, but there tss corplote separation of responsibilities. 
This system remained undisturbed by the Reoxganisation Act of I9U6 and 
continued until 191^2. 



2 C.H.C. letter to Tf, P. T. Hill, 11 December I9UU 
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In 19^2 tnstxnictions from the Secretary of the llevy required that 
a separate and distinct fiscal division be established under a Fiscal 
Director, and that this division be conpletely separate from the Supply 
organization* V On 1 July 1953 tliis systen Trent into effect. As early 
as 19^0, Performance Budgeting procedures had been in effect at Head- 
quarters, but in July 193U a letter from the Comandant to Field Com- 
manders established Fiscal Officers at these lovrer levels and established 
Performance Budgeting at these levels*^ The Performance Budget tto 
have alluded to "was one of the measures established by the 19li9 Amend- 
ments to the national Security Act of 19li7* The Act requires that the 
budget eatljnates of the Department of Defense be prepared, presented, 
and justified in a manner that Trould account for and report the cost of 
performance of readily identifiable functional pre^rams and activities 
TTith segregatim of operating and capital programs. The Act further 
requires that in so far as possible, budget estimates and authorized 
programs of the Hilitaiy Departments shall be set forth in readily com- 
parable form and shall conform to a uniform pattern. 

In this same letter the Commandant made clear his reason for adopt- 
ing the title Fiscal Director, rather than Cor: 5 >trollor as crployed by 
the other services. The principal reason for avoiding the use of Comp- 
troller "was the fact that the duties to be assigned to the Fiscal Dir- 
ector of the iiarino Corps could not be as all-erijrac ing as the duties 
assigned the CorqJtroUers of the other Services. 

In a letter to the Fiscal Director the Commandant outlined the 



3 SECMV Instruction 5liD0.U, 18 llovcmber 1933 
U C,M,C. letter to Commanding Officers, 9 December 1933 



The Fiscal Director 



rosponsibilitiGS and authority of this position.^/ 
is eaipon'ered and authorized to act for the Coinraandant, and to be his 
agent in all fiscal mtters rrithin the cognizance of tho Marine Corps, 
subject to such plans and instructions as the Cormndant night issue 
firon tire to tiEo, He is delegated cosploto responsibility for re- 
cording, reporting and administering all approra’iated funds and ro- 
Iriburscnontc thereto made available to the Conrnndant for the operation 
and suppoart of tho Marino Corps, in pursuanco of such plans and in- 
sti-uctions. This letter constituted an automatic allocation to the 
Fiscal Director of such funds as aro nade available by any authorized 
Ecans TJhatsoever, In addition this letter provided due authorization 
for the Fiscal Director to take such steps os lie docned aecessaiy in 
tho actednistration of and the reporting on the aforesaid funds in 
advancement of such plans and instructions as the Ccanmndant jnight effect, 
Tho above assignr.icnt of responsibilities for fiscal mnagement 
established tho status quo at Headc^artors. Nor/ the problem becaiae 
one of implementation throughout the Marine Corps, at Post and Station 
levels. Until July 1, 19^3 the administrative control of appropriated 
funds and finoncial management rvithin various commands r/as a responsi- 
bility of relatively fen/ commanders. Under the program system however, 
almost cvciy commander has some functions to perforra in both these areas 
of responsibility. Fiscal asixscts of cojamand responsibility are not 
foreign to otiier operations of coramand, and cormand functions perfonaed 
TJithin the I&rine Corps have alvaiys embraced tho comptroller-typo tasks 



^ C,M,C. letter to Fiscal Director, 1 July 19'?3 
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described in the Secretaiy of the Ilayy’s instructions of 18 llovomber 

19 ^ 3 . 

Since the passage of Public Lair 2l6, the l!arine Corps has passed 
rapid3y through several evolutionaxy phases in financial mnageinont. 
Procedures have become signif icantly - ore f oroalj checks and balances 
have bccoiae rorc detailodj but i>.ost ir”x>rtant^ the tack of financial 
canagoaiont has becono progressively .;ore decentralised anong !Iarine 
Corps corr:iandcrs. Vlicn, in July of 19^h) the concept of porfonxinco 
budgeting and accounting tos instituted throughout the Larino Corps 
a r-ost irportont and far reaching step ■rus taken in the evolution of 
fiscal nanagoront* With the advent of the perforrnnee requirenents, 
carnanders in the field T?ere required in actual practice to conduct 
the financial operations of their cocr'’nnds even to the extent of pro- 
jecting and submitting money requirements esti:nates for considerable 
periods in the future. This increased financial responsibility at 
loner conrrand levels has given rise to the billot of Fiscal Officer# 

The coamandant has defined Fiscal Officer as foUows: "An officer 

charged irith the disrect responsibility of maintaining tho records 
necessary to reflect the use end status of appropriated funds mado 
available adrinistrativoiy to a Commander by allotment, sub-allotment, 
or by any authorised means riiat soever,"^/ Generally, in the Ilarine 
Corps tho fiscal officer’s function is a special staff task. Except 
in supply commands it should be assigned to an unrestricted line officer 
•wiio at a future date may have to exercise command. Those tasks related 



6 Ibid, 
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to plans and ixscorrnendations regarding the efficient utilisation of - 
funds should be discharged by thooo officers performing the general 
or exBcuti-vc staff functions, ’!ost i'':po3rtant is that the closest 
Gupesrvision over the entire fiscal function should bo e:xBrcised by the 
cocraandcr, not only in the interest of efficient financial administra- 
tion but for the purpose of training subordinate officers in this 
vital function. 

The duties of tho fiscal officers have been clearly outlined. It 

is the 03q>ressed desire of the Comrmmdant that these functions be exer- 

7 / 

cised by unrestricted line officers and not by specialists," Prior to 
the nev budgetary system all fiscal experience iras had largely by the 
officers of the supply organizations. If lino officers arc to assurie 
these duties and responsibilities they vill have to be trained, Y/here 
is this training to come from? TJhat action has tlie liarine Coips taken 
to disser.dnate fiscal information and to create an arareness of tlie 
importance of fiscal knovrledgc and competence? The remainder of this 
paper 117111 be concemed irilth a relatively detailed discussion of the 
formal training media being erployed by tlie Ikrine Corps. 



7 C.!J,C, letter to Cormnding Officer, 7 April 
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Chapter H 



THE MVr POSTGRADUATE COl^TROUERSHIP COURSE 
GEORGE TiAGHriGTOli UIII\rERSin, V/ASHIDGTOn, D.C. 

This course is the most extensive offeresd by the Ilarine Corps in 
the field of Fiscal Adr-inistration, The course is conducted solely 
for Ilavy ruid Ilarino officers by the University under the sponsorship 
of the Comptroller of the Havy. The course is of ten months dtxration, 
and includes eight hours of undci^aduate credit -vrork and thirty-tvro 
hours of graduate credit vork leading to the degree of Master of Busi- 
ness Administration* 

The Marine component of the class generally consists of tln*ee 
unrestricted company grade officers and tvv-o field grade officers from 
Marino aviation. The course is primarily concerned Trf.th providing a 
broad baclcground in fiscal, budgetary and general busiiaess administra- 
tion and management* Successful canpletion of the course is accomplished 
by the subnission of t’.7o acceptable tom reports a:id satisfactory com- 
pletion of a comprehensive degree exjrdnation. The courses offered and 
their contents are as follca/s* 

Suaner Session: 

Accounting 3i General Accounting, is a tvro hour undergraduate credit 
course •which is concerned Trith the study of basic nrinciples underlying 
accounting records used by s'ingle propinLetorships and corporations* 

Business Administration 2?1, Readings and Conferences in Go'^ptrol- 
Icrship, is a •bvro hour credit course providing reviews and discussions 
of current literature in the field of conptroUcrship in both the public 



and Indus-trial fields 
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Business Administration 275, Itonan Relations in Business, is a 
trro hour credit course coverins case studies and directed readings in 
huoan relations, adrdnistration, organisation, and comunication. The 
mtcrials pertain to worker level, middle mnagement, and rajor e3»cu~ 
tivesj the relation of the individual to his superior and also to his 
subordinatesj the illation of staff personnel to operating executives^ 
and nethods of dealing rdlth diffe 2 *cncos of opinion and of achieving co- 
operation, Ck>verage of the formal and inforaal relationsliips of r.e3>- 
bers of manageiacnt and of personnel as individuals and as r.csibers of 
TTork teai 2 s. 

This sumaior session covers a period of approxirsately five rrocks. 

In addition to providing the subject matter presented, it provides a 
conditioning period for the students to acclimate themselves to an acad- 
emic atmosphere, becojae fa!?dliar -rrith the facilities provided to aid 
thcra in later vrork at the university and generally beco-e adjusted to 
a sedentaiy occupation. 

Fall Semester: extends from the last week in September throiigh the last 
ifeek in January, Seven courses and a Statistics Laboratory are offered 
during this se'oster. In addition to the prescribed courses, the first 
term report is required in the second T?eek in January. The courses 
offered are as follcxTs: 

Accounting 212, Uanagcrial Accounting, is Cs, three credit hour 
course devoted to the study of the acco-anting system Tdth special refer- 
ence to the use of financial and ooerating records as a tool of manago- 
ment, Errphasis is placed on internal accounting control, accounting 
reports, end the use of budgets and cost data in directing a:d controlling 
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tho business. 

Accounting 2l+7, Govcrrrrjent Budgeting - Forraxlation and Admini- 
stration, is a three hour credit course. The course covers the 
principles of federal budget for/.mlation, justification, and admini- 
stration, and the application of budget techniques in the Departiaent 
of tho Kayy and other services. Consideration is given to the evolu- 
tion and devolopment of plans affecting the budget and of fiscal 
managcrxjnt policyj activities in tho budget processj b'odgotaiy cvaT-u- 
ation and perfoKaance budgeting. The relationship of the Havy budget 
and accounting to operating units of tho llavy is considered, along 
T?ith the relationships to the Departiaent of Defense, Bureau of the 
Budget, and the Congress . 

Econcedcs 19 $, Industrial and Govor: mental Bcononico, is an 
undergraduate credit course providing a survey of mjor economde 
institutions. The course covers a review and analysis of economic 
theoiyj neasurement of the national incomej s'urvey of govcrnnental 
expenditures and scurces and methods of taxation. The irpact of the 
federal government on the economy is reviewed along Td.th the problems 
of deficit financing. 

Business Administration 26U, Business Organisation and Ilanagervent, 
is a three hour credit course. The course includes coverage of the 
principles and techniques of adninistration and managenent. Covered 
also are analyses of methods of forecasting, planning, organising, 
assembling personnel and resources, del^ating and coordinating, and 
controllir^* 

Statistics 119> Statistics -vrith Application to CorptroUership. 
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This is the third and last 'ondorgraduato course offered. En^ihasis 
is placed on the orinciplcs and primary laochanics of statistics and 
the use, coverage, interpretation and analysis of repoito. 

Business Adrainistratlon 26^, Seninar in Corap trollcx'ship. This 
course includes the analysis of duties, responsibilities and place 
of the CoraptiT>llor in the military establishront, tdth special esnha- 
sis on navy Conptrollorship concents. The relationships of the Corp- 
troller rdth orxjrating and other staff executives are covered. Tho 
coarse includes discussions by corptrollors and financial officers of 
major Aiacrican business oi^anisations and govoiraaental agencies. This 
phase is particularly inforrsative and interesting in that it shovTS 
the ifidc variations arnng operating system cnjDl<yed, 

Business Administration 206A, Research Seninar in Cotptrollcrship, 
is largely devoted to guest spralccrs of importance ^7ho orovide an ex- 
panded concept of coiptrollership in industry and goveiroaent. 

Spring Semester 

The spring semester extends fresn tho fiiTSt tjeck in February 
through the first fjeek in Juno, Six courses are offered this semester, 
tvfo of rtdeh are cxbcnsims of courses offered during the svesner or 
fall sessions. One of these is Business Ad^ninist ration 27^ T.hich follarrs 
the lino of study initiated in the sunner irith covtroo 275* The other 
is Bxisiness Adriinistration 2i;3 -iThich continues the studios begun in 
BusineGB Administration 2h7» “Jbe other four courses are as foUovrs! 

Accounting 20U, Cost Accounting, a tix) hour coarse vdiich is de- 
voted to the study of the theory and pui*poscs of industrial cost 
accounting systems, including standard costs. Special eiphasis is 
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placed on the accoaalation, distribution, ?md analysis of indirect 
Etiuiufacturing costs. 

Accounting Internal Control and Auditing, A three hour 
course, Tshich Includes, the stxKly of internal accounting controls and 
auditing for iRanagenont, A revievf and anoraisal of the accounting 
system and procedures and evaluation of financial policies -vTith 
3X!sncct to their effectiveness. 

Business Administration 268, Monageaont liigineoring. Viaring 
Esmagenent engineering as a tool of management. Particular emphasis 
is placed on organisation end ircthods type surveys includ.ing the 
study of i:orlc tKasuronent, vork simplificaticaa, rxinagemcnt audits, 
and other nanagement imnrovement programs. 

Business Administration 286, Research Seminar in Cojqjtroller- 
ship. In addition to tlie distinguished spealcers alr<3a<^ mentioned, 
the directed term report required at the end of the year comes Tfithin 
the purview of this course. 

As s.lready noted this cotirso is the most extensive offered to 
Harine Officers in the field of fiscal ranagoment. It is a broad, 
general picture of the subject matter, not conc'^med Tfith minor detail 
or EBchaTiics. By contrast some of the other programs rro sJuill examine 
T d . ll be shcfim as nore concerned Tvith mechanics trliilo others Trill have 
a similar leaninr; toTvard broad, generalized coverage. 



Chapter IH 



VihYI COITTROIJERSIIII^ DSVELOPrimiT FR 0 GR/':i 

This program is presented by the ConptroUer of the llavy Office. 
The Iiarine Corps has a quota of four officers for each of the classes 
convened, trfiich aro composed of a total of 36 nieabcrs per class. The 
classes are held quarterly and extend over a TTeriod of tivo \.'ecks. 

There are four principal program objectives: 

(1) To moot a need for a better tinders landing of the conptroller- 
ship function in the Department of the I'avy. 

( 2 ) To provide additional baclcground information rt^arding the 
various corptrollor functions and hot? they may be utiDdzsd and co- 
ordinated at all organizational levels to provide an integrated and 
effective fiscal service to majiage-xint. 

(3) To discuss cun^snt policies tdth respect to financial remage- 
ment in the Departr2ant of the l«avy, 

(U) To apprise management personnel of the cervices they may 
expect from corptrollershlp. 

Throughout the course emphasis is placed on broad financial 
principles and policicsj relations a..eng the various functioiis of 
Comptrollorshipj and the relationships of caaptrollership to other 
areas of management. 

Tlio classes convene for tiuo mck periods on a full vorlc day basis. 
From tlireo to six presentations or discussions are acliedulod for each 
day, Ai?pro 3 dmato 3 y thirty-five presentations axx! made to each progrtvn 
class by experienced operating personnel drain from the Office of the 
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Co:t55'troller of the llavy; the Bureaus, Offices, end field activities 
of the Dopartnent, other government agencies, and private industiy. 

The period for each presentation is divided betreen the tine required 
for developing the subject natter and tine provided for questions, 
ansvTers, and inforeial discussions of the subject ratter. Intorsporcod 
among the lectures are groue and panel discussions designed to proriote 
tho info 3 ?ral exchange of concepts and information arnong the partici- 
pants, The similarity bctvroen the nodus operandi in this program and 
that at George ITasliington University is remarkable. An excellent 
facet of this program is the fact that a collection of advanced reading 
naterial is furnislied each participant three recks prior to the con- 
vening of each class. 

Personnel directly engaged in the pcrforrance of financial manage- 
Esjnt functions oi*dinariUy constitute the laiges't part of each class. 
Horprever, cnrollnent is open to personnel performing other nianagericnt 
functions in rhich a general understanding of the coiqjtroUcr function 
TiDuld bo useful. It has been reconaended that tho bureaus send roro 
field than departmental porconnol to those classes. 

In order to best shor tho subject rntter and contents of the 
courses offered xe rill list then according to a topical outline, 

( 1 ) The Comptroller Concept; the goals of Corr>trollerohip; 
legislative bacligroundj basic policies; organisation and functions 

of Coniptrollcrchip; relationships anong co .pt rollers at various organi- 
zational levels; corptroller ’ s place in ranagernent and his pLace in 
business, 

(2) Tho Federal Budget and Ilationol Fiscal Policy, Tliis course 



covers a b3X)Gd perspective of the nation’s taidgot in the total econoryj 
Kilitary requireirents as related to total available resources; the 
Navy’s budget as related to those of otlicr departments and agencies. 

( 3 ) Prc^ran Planning. The Navy Planning System; Development of 
the Navy Program Objectives; planning and scheduling of programs. 

(I4.) Budget Poisiulation. Size and scope of the Navy’s toidget; 
Program budgeting and the x>Qrfornance budget structure; budget cate- 
gory structure; budget tine schedule; nature and methods of bridget 
foxmlation; budget reviecr at various levels; techniques used in 
appropriation acts; and current problems and trends. 

( 5 ) Budget Ejsecution* Policies, principles, and techniques of 
budget execution at field, bureau, and secretarial levels; apportion- 
ments and allocations; administrative control of funds; civilian 
personnel ceilings, and application of execution techniques. 

(6) Progress Reports and Statistics, Financial reporting, in- 
cluding budget category, apportionment and allocation reports; pre- 
sentation methods and techniques; prepress reporting to top management. 

(7) Program Analysis; Analysis of Program Status, I’rogross, oM 
Trends as compared T/ith plans; opoorttinitiea to serve local management 
through analyses and reports. 

( 8 ) Accounting and Finance, Accoxmtlng policies, principles, and 
objectives; the overall structure of the Navy Accounting jystom; Appro- 
priation and Fund accounting; cost accounting; current problems and 
trends in accounting; large scale data processing, 

(9) Working Capital Funds; Policies, Principles and Objectives of 
Industrial Funds. Budgeting, accounting, and progress reports and 
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statictics undGr industrial funds. Installation and operation of 
YTorking capital funds at industrial and corciercial typo activities. 
Financing and control of inventories of conr.on-use itciiis through 
stock-fund operations. 

(10) Auditing: Policies, principles and objectives of auditing j 
internal audits of ilaval activities! the internal review function, 
nethods of conducting audits; audits of non-appropriated funds; scope 
of internal auditing. 

(11) Future of Cor..ptrollership in the Ilavy: Problenis and trends 
in ConptroUershin -within the Ilavy; the comptroller’s opportunity 
for service to managenent. 

As can easily be seen from the topical outline, the material 
presented ly this course is broad and extensive. It appears designed 
to serve adequately the needs of both managem^ent and fiscal techni- 
cians. Unfortunately vdth a quota as limited as the Ilarinc Corps’ 



for this course, vary £evr marines can ha-vo the benefits of this course 
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Chapter IV 



mriE CORPS suppir schools, &\iip is jiiiee, ncrth caroleia. 

As part of the mtei*ial offered in the S'lipply Schools, a course 
pertaining to fiscal ranagerent is presented. The course (UCSS 31-2) 
consists of a variety of subcourses designed to provide information 
concerning certain facets of fiscal functioning. V.Tiile this school 
is primarily designed for the instruction of supoly officers, increas- 
ing numbers of unrestricted lino officers attend, prior to serving a 
tour of duty in a supply billet at so:ae liarine Corps station. This 
training for lino officers has served t?ro purposes in the past? by 
supplying the Corps Tfith a soui'ce of officers vdio have had formal 
training in supply mattersj and in furthering the education of these 
officers as line co-imandcrs, to Tdiosa a rounded laxovvledge of supply 
matters is hij^ly desirable, if not to say essential. ‘"tTith the increased 
emphasis on fiscal managoaaont in the last fevr years, the suoply school 
novT serves a third cause. ITo have seen that it is desirable that officers 
filling Fiscal Billets bo unrestricted line. At the same tine it is 
also desirable that the officer soinring in such a capacity have the 
benefit of formal training before assuming those’ nefR- responsibilities. 

The line officers r^ho attend the supply school receive this forcial 
education. It is desirable to describe the sub-courses offered in 
sufficient detail tliat they rny be compared v.'ith the other training pro- 
grams under discussion. 

The first coarse offered is entitled “Introduction to Budgetary 
Procedures,” Its purpose is to give the basic concept of a budget; 



- 16 - 



- 17 - 



tho pirpose of a budgetary control syotcr: and its effect on ranage- 
rnnt planning and rnnageraent controlj to sho^7 the value of a budget- 
ary system in encouraging econory and efficiency and in brii^ing 
about closer coordina.tion bettreen various departi^ents, units and 
activities. Among other items covered in the course are: the defi- 
nition of budgeting! comparison of bases for estimation of incomes 
and cxpenditxiresj and the consideration of the standard or scientific 
basis as a preferred method. Also considered are the differences 
betr/oen budgeting and an accounting system* The impact of the Fed- 
eral Budgetaiy Control System on the liarine Co3ri:)S is considered, and 
the course ends %-lth an extensive listing aaid e:iq5lanation of Fiscal 
terminology* 

The second co\n*se presented is **Scrarces of Funds, Appropriations 
and Their Control.” The purpose of tMs course is to provide an out- 
line of Federal Budgetary Procodurosj types of Maritie Goi^^s appropria- 
tions} numerical structures} and legislative Habitations end controls. 
This phase of the instruction is particularly extensive and its cover- 
age of the subject natter listed in its purpose is exceptionally com- 
prehensive, Space prohibits fall coverage of the subject, but a short 
outline vrill give an understanding of the scope. After Sources of 
Income, is considered the liistorical bacl<ground of tho federal budget 
and its resemblance to industry} the findings of the Hoover Commission 
and the reasons underlying the adoption of a performance typo budget} 
tho changes caused in tho i^arine Coii30 fiscal system by tho performance 
budget} tho operation of program budgets, and its edvantaics and dis- 
advantages} formiXation and subrdLssion of budget estirates and the ex- 
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ecuticaa of the bxidgetj budget structU3C*o end a;oproprintion accounting. 

In considering the control of appropriations eiaphacis is placed on tlie 
3?ole of Congress, the i*csponsibilities of the Cors’andant, and the 
functions of the General Accounting Office, Tlie course continues 
\Tith a discussion of the Object Classificaticn Ilmnbcrs and a question 
and laiSvTer period, and concludes \Tith the provision of suitable ref- 
erences for the acquisition of background material, 

”Porformnce Type Budget and Ikarine Corps Appropriations” is the 
subject of the next srub-ccurse. It begins the study of Ilarinc Corps 
Budgetaiy Procedures and responsibility for appropriations and account- 
ing numbers orployed in controlling appropriations. In discussing 
Budgetaiy Procedures the course emohasines the sirilarity of the 
Ikirine Corps budget to the Federal Budget systenj the relationship 
of tlie Fiscal Director to the Conmandantj responsibility in case of 
over obligation! and the ebatios of Project llonagers. The course con- 
tinues iTith the submission of budget estimates by field commanders, 
and the establishssent of personnel ceilings by the Commandant, The 
course concludes "with a detailed discussion of Expenditure Account 
numbers end problems ivork on this subject. 

The next course on the agenda is ''Allotments.” In tliis course 
the purpose is to explain and clarify the tyj^s of allotments; re- 
strictions and limitations; and numorical syiabols that arc in use in 
the Ilarine Corps, Initially tlicrc is a comparison made betiToen the 
appropriations of Congress for the operation of the llarino Ccips and 
the allocations or allotments by the Co-Tmandont of funds to his field 
commanders for the accomplisiiment of their missions. The laigost 
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paii; of the co\irso is devoted to consideration of Station Allot: entsj 
their sources, purposes, and lirtdLtations. The renaindcr of the period 
covers Open Allotr.ents, Project Allotr^nts, Headquarters Comittnent 
Allotroents and illustrative problen i-jork* A qiicstion and ansarer period 
and sunraaxy of the naterial covered concludes this course. 

’’Introduction to Budget, Appropriations, Funds and Allotrjents” is 
the fifth course and has as its purpose the rovier/ of appropriations, 
allotiaents and the l!arino Coips Budgetary %-stemj also to provide an 
overall vievr of fiscal accounting. This coarse is a recapitulation 
in groat detail of aU the Tr^r : that has been covered thus far in the 
progren. It acts to establish firnly the mterial loamcd before pro- 
ceeding further, 

”AHoti::ent Requests and Authorization” is the subject of the next 
period. Its purpose is to describe the procedures einployed in obtain- 
ing field allotiaents by neons of the Annual Budget Estii'ate. It covers 
the subject of Allotment Authorizations, and the responsibilities of 
the allotees. The course is largely devoted to detailed discussions 
of the irechanics required in obtaining and controlliixg funds. The de- 
tailing is so extensive that complete and exacting corpliance vrith the 
rules set forth till leave very little roon for possible technical error. 

The following sub-co’orse is devoted to ’’Obligations and Expendi- 
tures”, and has for its parpoce the explanation of Tiiat obligations 
and expenditures ere, and the fonas used to control then. .Also covered 
are statutory and regulatory limitations and restrictions. The course 
provides a detailed discussion of various factors regarding tlio obli- 
gation and expenditure of funds. Consideration is given to definitions. 
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Congressional and General Accounting Office Controls, the for^is of 
obligations and expcnditarosj and the use of docuiicnts relative to 
purchases from civilian fir's, other govenrnent agencies, and the 
rnrine Corps Stock Fund. 

The last of x-he courses offered is rela'ced to the "Accounting 
Procedures and Internal Control of Station Allotnonts. " The purpose 
of the lesson is to e^qslain the accoimting procodurxss erplpycd in 
maintaining a record of obligations and expenditures affecting the 
allotments. The course is highly detai.led, covering the multiple 
and varied fori:.s necessary io^ satisfactory' control. Tho require- 
ments pertaining to field reports to be submitted mnthUy and the 
files that mist be maintained aro also covered. 



Chapter V 



rAREIE CORPS EDUCATIONAL CENTER, l-'AREffi CORPS SCHOOLS, QUAI^TICO, VIRGUm 



The Marine Corpo Schools at Quantico have been called the intell- 
ectual heart of the Marine Corps* It is here that the largest part of 
the extensive education that a Marine Officer gets durii^ his career 
is provided* The schools which xre are particularly concerned with for 
this paper are the Senior School, Junior School and the Cosmnications 
Officers School. Within the last two years, fiscal inanagcrient has 
been adopted as part of the curricula in these schools* 

Senior School 

The iTdssion of the Senior School is to train selected Marine 
Corps Officers for the conraand of a reginent or group, as appropriate, 
and for all aspects of staff duty at Marine Division or Wing and Land- 
ing Force levels. The students in the course are, as a rule. Colonels 
and Lieutenant Colonels. The course extends over a period of nine 
months* 

Due to severe tiiae limitations and the rcultiplicity of subjects 
presented doling the nine irnnths. Fiscal Training is allotod only foitr 
scheduled hours of presentation* The fiscal course has a dual purpose, 
narjcly, to acquaint the students T/ith the systen of fiscal nanagenent 
ivithin the Marine Corps in order that they may be prepared to exorcise 
command supervision of fiscal mtters and/or comcnce anquisition of 
the detailed Icnowledge required of a fiscal officer* 

The four hour period is devoted to the consideration of three 
piincipal items: Fiscal termsj the Performance Budget rnd the Comnand- 
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crs responsibility} Allotrent accounting in the Fleet Ferine Force* 
The nmjor portion of the naterial is covered tliro'ogh applicatory 
•vforlc of the students. The subject rntter so covered is tlie subject 
of discussions in sernLnar groups. 

The course is necessarily highly concentrated because of the 
tirn limitation. It is designed lo provide a broad picture of the 
fiscal systcri, and to serve as an introduction to Farther consider- 
ation and study of the fiscal field by the individuals. For those 
T»ho frill assume corrtand the c oursc provides a gU'psc of the respons- 
ibilities of fiscal mnagorent, and for those to be assigned staff 
positions requiring detailed laiowledge of fiscal rscchanics, it servos 
as an orientation in the field. 

junior School and Corroonication Officers School 

These trro schools arc cor:|>letely separate in organisation 
and in purpose, but they arc presented together here bocauso they 
receive the identical course in fiscal training. Again, the course 
is limited to four hoars’ study of fiscal management. These four 
hours are presented on a lecture basis, as contrasted to the seminar 
system enplcyed in the Senior School, The coverage is so;'tr;.'hat diff- 
erent from that presented in Senior School. The lecture covers five 
items: the background of the pcrforoance budget; discussion of the 
appropriations related to the Corps', the study of a deuonstrative 
problem based on an actual field coimrnnd; and the study of a demon- 
strative problem built on tlie allotment cccox^ting perfoimTcd by a 
small Farinc Barracks, 

The students of the Junior School are Captains and "lajors, and 
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available for conrand of small units or positions as nbaff officers 
at larger vmits, liany srall units are conraanded by officers in those 
grades; often they are the only officers involved and are fiscal of- 
ficers as T:eH as Commanders. The detailed study of actual problems 
and raethods emplcyed in field and bairacks accounting is of tremndous 
value. CoKETunications officers are assigned to responsible billets 
at all battalion and higher level staffs. A kncrtrlodgo of fiscal op- 
eration has become important to them as it has to all other respons- 
ible staff jneinbers. The course provides a r±xb\ire of the broad fiscal 
picture, and the detailed techniques of fiscal management designed to 
sojrve the students’ needs regardless of their future duty assignments. 
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rARTiE CORPS UrSTirUTE 

The Ilarino Corps Institute is en organization operated by the 
Ilarinc Corps to provide courses in acadenic and vocational subjects 
to all interested mailnes. The courses arc presented through cor- 
respondence courses, consisting of t.xitten lessons and cuL’dnating 
in a supervised cxaridnation. The courses provide the moans for xsany 
mrincs* ccK:plotion of high school and further provides courses that 
laay be accredited by outside institutions for college credit. Among 
the courses presently offered is "Fiscal Accounting Field Activi- 
ties." ITolume I of this course, "Allotment Accounting Field Act- 
ivities", is already in use end has had ifd.de acceptance by mrines 
at all levels. 

The course ivas prepared especially for Harine Corps ixsrsonncl 
mho TTork vrith allotecnt accounting at the field level. The objective 
is to afford mrines vrorking at this level instructions and giiidance 
relative to the procedures, records, and reports Tdiich are ro quired 
in the allotiacnt accounting by a field ‘SLctivity, 

The course is segiacnted into five lessons, each succeeding les.son 
dovetailed rdth its predecessor. Lesson One is concerned vith defini- 
tions and terras used in fiscal ivork and in the rernining lessons. 

This lesson outlines the scope and procedures of the course. Lesson 
Tmo esqilains and gives detailed oxajqjles of the accounting projects 
and the ixanerical system cisployed by the Uarino Corps. 

Lesson Three is a highly detailed explanation of Fiscal Activity 
Funding and the accounting procedures for Field Allotments. The next 
lesson is an extensive coverage of Field Activity Funding and Account- 



- 2 ^- 



ing ProcGchircs for Sub-Allotr;entc, Project orders, Iloadqaar-bers Cor>- 
rdttrionts and Open Allotncnts. The last lesson illustrates an actual 
field activity ollotrent accounting nroblea ±n. liiich the procedures, 
records, and i*eports used in allotiicnt accounting are described and 
reproduced, 

I.!ost, not all, of the inforrntion provided in the course describes 
the procedures, records and reports that are directive in nature and 
required by Headquarters, Harine Corps, This course is not directive 
but furnished as a guide and liandbodk. 

It is the intention of the llarine Corps Institute to raalce avail- 
able two further volunes or courses related to fiscal ranagerjsnt. 

Voluiae n will cover Budget ForrafLation and Administrative Control of 
Pujids as applied to the Harine Corps, Volorao III T-dll cover Cost 
Accounting proceduros and rethods at field activities. The three 
courses should nake an excellent guide for those people actxially en- 
gaged in field activity fiscal work, and an excellent source of mat- 
erial for officers and men desiring a working Icnoivlodge of this work, 
regardless of their positions and responsibilities. 
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fiscal AmmUGTRATIOM EZOCTRirA^TIOI' "R0C-rJ"J 
lEADQUARTERS, U. S. IIARriE CORPS, WASHTIGTOII, D. C, 

This is a t^o day program, conducted hy the Fiscal Division, 
•which is designed to present a picture of ’’arino Coirps fiscal pro- 
cedures from the preparation of a field ijaintentenance and operation 
budget estiinate through Headquarters llarine Corps and liigher echelon 
actions, to tho field administration for funds alloted. The course 
also includes a period of indoctrination on Hachinc Accounting. The 
students at tliis course are the rxirine reriaers of the Ilavy Conptrol- 
lorsliip Indoctrination Course, ishcn practicable, and officers or key 
ci'vllians sent the various staff offices of Headquarters, 

The course of instruction covers ten rnjer subject headings, 
vjhich are presented by personnel of the office of the Assis'bant Chief 
of Staff G-1, the Operations Branch of tho Supply Dspartrent, and the 
Fifth Reserve and Rccjniitmcnt District, in addition to the personnel 
of the Fiscal Division, 

The subjects covered include: 

1) Fiscal Adatiiistration vlthin the I«Iarine Corps 

2) Preparation of a Field Budget Estimto 

3) The Project llanagcr’s Role in Budget Foraulation 

U) Preparation of Overall I<!arine Corps Budget Esti atos 

5) Budget E^ajcution at Kfeadquarters Harine Corps 

6) Field Activity Administration of Appropriated Funds 

7) Fiscal Accounting at Headquarters 

8) Auditing procedures of, and frequent discrepancies found by Ha'vy 



Audit Team Inspections, 
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9) Ilachine Accounting Indoctrination 

This course Tras only recently initiated, but the coi^nts by the 
participants have been liiglily encouraging, A cowse of this nature 
should prove invaluable to i)crsonnel tdio are concerned vd.th fiscal 
matters as it pertains to their particular positions and offices at 
Headquarters, 



CHAPTER VI 



CONCLUSION 

"There is no intent to establish careers in coinptrollership 
for naval officers, rather, e3q)erience in this area is considered 
an. excellent phase in any naval officer' s training to qualify for 
ultimate leadership of major naval conponents both afloat and ashore. 
Opportunities for formal training in the concept of coinptrollership 
are being provided from the broader perspective of management rather 
than from the specialist or technical perspective. Eveiy naval officer, 
aspiring to responsible command, should seek to attain a thorough 
understanding of the budget process and a good Tiorking knoirledge of 
the principles of sound business administration." ^ In considering 
the merits of the various educational programs it is well to bear in 
mind the fact that fiscal training or experience is but one facet in 
a rounded background of professional military education. 

The courses and programs discussed in the preceding chapters are 
the efforts that have been made by the llarine Corps to provide its 
officers with varying degrees of familiarity with the conptroller con- 
cept and related subjects. No two of the courses are identical. All 
of them approach the sane or related problems from different levels 
and viewpoints, and v/ith varying degrees of coveiage. The inpressions 
I' have of the various programs are based, with the exception of the 
program at George Washington University, on readings of the materials 

Address by Rear Admiral Hopwood USN, Deputy Comptroller of the Navy, 
at the Navy War College, Newport, Rhode Island, March 16, 19^. 
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presented in the courses, and on discussions with other officers 
interested in the subject. 

Generally, the courses are of necessity a coraproaLse between 
the amount of material to be covered and the tine available for 
instruction* With the exception of George Washington University, the 
time available is severely limited* The courses actually conducted 
by the Farino Corps have been dosig- ed, to provide material s iited to 
the rank of the students, their rank deteimiining their likely next 
assignments, rather than establishing a program first and selecting 
students wlio meet specific requirements for fiscal trainiiig. In the 
cases of the Senior, Junior, and Communication Officer Schools, the 
fiscal program was blended into the training provided officers whose 
rank, and advanced status, had already been determined and whose course 
of study had been established* 

As already noted, the time allocated for fiscal study in the 
above schools is very restricted allowing only four hours for the 
fiscal program. Enthusiaits of fiscal training bemoan this fact, and 
feel that more time must be allotted. This time could be made 
available only by reducing the time allowed some other subject. 
Advocates of accelerated fiscal training do well to remember that 
fiscal management is relatively new in the Corps.' The experience of 
business, and the Navy has shovm that other segments of the operation 
are quick to resent inroads made by couptrollors. The comptroller 
concept and fiscal management will have to be extensively sold to the 
largest part of the blarine Corps before people ■’.Till be willing to 
cut other basic, time proven training subjects in order to accomodate 
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greater erphasis on fiscal work. 

People with longer service than I have noted that fiscal manage- 
ment has assumed its ii3?)ortance only in the past few years, and has 
yet to stand the test of time. Too often are new ideas adopted, 
pushed by an enthusiastic group of advocates, and then die out as 
rapidly as they grew. Some people have reasoned that the slow, cautious 
approach to the idea of expanded fiscal training will prevent any 
costly mistakes due to over-zealousness. There is little basis for 
putting the fiscal program on a "crash” status, and it is hard to see 
what would be acconplished except antagonizing many people by providing 
fiscal management with a priority at the expense of well established 
and generally agreed upon programs. 

As a result of my readings and discussions I have come to the 
conclusion that the individual programs are well balanced and adeqixate 
for their purposes. The programs are established with definite object- 
ives in mind, and have been the results of the efforts of many quali- 
fied people. The programs iindergo constant review and revision in 
order to keep abreast of changing conditions and reflect the latest 
policies and procediires. No two authorities %Till ever agree in all 
details on what materials should be covered or what degree of emphasis 
to place on the various subjects. The Corps has found the results of 
the programs to be highly satisfactory and there is no reason to expect 
anything different La the future. 

Only the programs offered by the Iferine Corps Institute and the 
Supply School at Camp LeJeune are designed to specifically enphasize 
the mechanics of appropriation and allotment accounting. There are 
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laany officers, including isyself, •who believe that the graduates of 
LeJeune are the best equipped for actually holding do-m billets as 
fiscal officers. The co.’npany gi’adc graduates are extensively trained 
in the specific methods and procedtu-es needed for the successf'ol 
accoii^lishnent of the fiscal officer’s duties at field coKEands. These 
students do devote tine to the study of general theories and principles, 
but this is secondary to gathering a detailed knov;ledge of the job 
I’equireraents. Gi'anting that a laio'Wledge of backgro'und material is 
highly desirable, it is still prlriary that the fiscal officer be ex- 
pert in actual operation methods. 

Unquestionably, the program at George Ti'ashington Uriversity is 
the most extensive offered to i'^arine Officers. The question of send- 
ing officers to graduate schools has alvfays boon a controversial one, 
and there are several scliools of thought on the natter. There are 
factions that maintain that the graduate schools serve an excellent 
purpose in that they provide facilities and Instruction that Trould 
be difficult or impossible for the Marine Corps to pro'vlde. These 
proponents point out the values recognized by business in sending 
employees to schools -^Yithout the business. 

Opponents of graduate school training maintain that too nary 
officers are sent to graduate schools, and the traditional responsibil- 
ity of Commanding Officers to train their own officers is being destroy- 
ed. Another point }ield by the opponents is that the funds eirployed to 
send these officers to schools could be spent better in providing more 
specific training to a greater nuniber of people. The last major point 
presented is that junior, unrestricted gro\ind officers will not be able 
to attend the Junior Courses or similar schools as a result of using 
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fiscal organization. Effective July 1,19^6, there will be established ' 
Coiigjtroller billets at ten najor field installations and at seven 
Marine Corps Air Stations. The Comptrollers of these grotind organizations 
will be Colonels, and they will have the same status as a member of 
the general staff. Under the Conptroller will be three principal 
branches! Budgeting, Accounting, and Progress Reports and Statistics. 

Under the Accounting Branch are seven specific functions including: 

Cost Accounting, Disbursing, Appropriation Accounting (Fiscal Officer), 
Stores Accounting, Plant Accounting, Civilian Payroll and Timekeeping, 
and Non-Appropriated Fund Accounting. This Accounting Branch will be 
under the direction of a Ma^or, designated for supply duty only. 

These new Comptrollers are to be guided by NavCompt Manuals and In- 
structions, and the duties as prescribed are complex and extensive. 

Proper performance of these tasks irill call for officers well grounded 
in Comptrollership practices and theories, combined with broad military 
background and knowledge. 

In my purely personal opinion, it is these prospective comptrollers 
who should be given priority to receive the training provided by the 
program at George "Uashington University. Undeniably, the program is 
of considerable benefit to the ground officers participating, but I 
feel the Karine Corps would derive greater benefit if these senior 
officers vrere sent in lieu of the junior officers. Under our new Conp- 
trollership organization, the comptroller will be a full colonel, and 
the Accounting officer will be a supply duty only Major. There is 
little likelihood that the corpany grade officers will become either in 
the near future. The principal anticipated position for company grade 
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their eligibility to go to graduate schools. This is a valid point 
and a subject of much concern among junior officers I have spoken to, 
who might ordinarily be interested in getting graduate school training. 

In the case of the program at George 'W'ashington University I am 
inclined to vote with the proponents of graduate schools, but I have 
one reservation. After several months of the program had elapsed, I 
came to one definite conclusion which has not since been changed, I 
feel that if junior officers are to be sent to George Washington Uni- 
versity, they should be officers who have already had some eiqjcrience 
in fiscal work, or possibly in supply or disbursing. These officers 
would have a foundation to build onj some personal esq^erience or 
background against which to measure and evaluate the views and 
materials presented in the classroom. It would seem undeniable that 
an officer with a background of practical accounting, budgeting, or 
disbursing would be better able to take full advanatge of the program. 
Recent developments within the Marine Corps have given me reason to 
question the advisability of sending junior officers of any descrip- 
tion to the program, 

Tilhen the instructions for fiscal management were published in 
April of 19^U, no fiscal organization was made mandatory for field 
organizations. The proper handling of the necessary accounting was 
left to the discretion of the individual commanders, While the over- 
all results were satisfactory, there was little, if any, uniformity 
in organization. 

During the period in which paper was being revised there 
occui'red a substantial and far-reaching change in Marine Corps 
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sent to the field, will be that of Fiscal Officer. In this capacity 
they Trill be responsible for only one of the many functions of con^^troll- 
ership. Since there is no apparent intention in the Corps to make 
careers for unrestricted line officers in fiscal work, it is unlikely 
that any of us will serve more than one full year in fiscal v/ork, as 
such. Time, the traininc received in the program will be of value during 
the entire period of an officer’s service career and beyond. However, 
with the newly expanded Con^itrollership program, I feel first erphasis 
should be placed on training those people who are going to have to 
carry the burden at the present time. If I’unds are available, and space, 
to allow junior officers to supplement the quota of senior officers so 
much the better, but this is unlikely. By providing the senior officers 
with this excellent training, follcnved by a tour as conptroller, prior 
to receiving major command, the corptrollership concept would be 
strengthened through greater support at higher levels. 

Far better qualified and experienced people than I have been 
entrusted with the development of the fiscal training pi-ogram in the 
Marine Corps* It has been operating for several years now and the 
results have been adjudged satisfactory. The training will undoubted- 
ly develop in the future, but this development should parallel the 
increased acceptance of CoE?>trollership. It must be advanced tact- 
fully and gradual7i.y. If and when the largest part of the Karine 
Corps is convinced that the cosptrollership concept and related fields 
is an aid to rather than a chock on efforts and progress toTfsrd acconplish- 
ing primary objectives, there will be no significant resistance to 
expansion of the training program. It is the part of vrisdom to encourage 

this acceptance and advance the cause of fiscal management training 
accordingly. 
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Public Laxrs 



U, S, Congress, 8lst Congress, 1st Session, national Security Act 
Airandacnts of 19ii9. Public Lsnr 2l6. Washington, D. C. Governaent 
Printing Office, I9U9 . 



Unpublished Material 



Hoptrood, H, G. ”Ha-vy Budget and Fonnulation and I’rogran Hanagersmt.” 

An address at the llavy War College, Ilcnporb, PJiode Island, 
i&rch 16, 19^1. 

Clexton, E. W. ^Cargitrollcrs in the ITavy.” An address at the Ship- 
yard Comnanders Conference, Bureau of Ships, lla'vy Department, 
Washington, D. C. Novenber 27, 195l» 

Letter from the Secretary of the Ilavy to all Bureaus, Boards, and 
Offices of the Uavy Department, Comniandant, U. S. liarine Corps, 
and CoBKandant, U« S. Coast Guard. December 2, 19l4ii, 

Letter from the Commandant, llarine Corps to Brigadier G neral W.P.T. Hill. 
Dcceniber 11, 19hl(- 

Secretary of the lla-vy Instruction ^IjOO.U, Hoverber 10, 1953. 

Letter from the Commandant, Itarino Corps to all Co3nanding Officers, 
Decoriber 9, 1953- 

Letter from the Commandant, Ucrine Corps to the Fiscal Director, July 1, 
1953- 

Letter from the ConEaandant, Marine Corps to all Cooraanding Officers. 

April 7, 195U. 



The lesson plans for the various training programs are not listed because 
they are printed and intended for instructional purposes only, and are 
not intended to be directive in nature. 
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